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Abstract 
The purpose of this study is to investigate the relationship between the credibility of manager and affective commitment of 
employees to the organization. Data was collected using a self-administrated questionnaire including managerial credibility and 
affective commitment measures adopted. A sample of 123 employees from Consultant Engineering Firms was used. 
Confirmatory factor analysis (CFA) and a linear regression analysis were used to test the relationship between credibility of 
manager and affective commitment. The results showed that the relationship between the credibility of manager and affective 
commitment is positive and significant. When employees perceive manager credibility, they feel more affectively attached to 
their organizations, experience a sense of obligation/loyalty towards them, and feel less instrumentally committed. 
© 2014 The Authors. Published by Elsevier Ltd. 
Peer-review under responsibility of the Organizing Committee of CY-ICER 2014. 
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1. Introduction 
Affective commitment is defined as the emotional attachment, identification, and involvement that an employee 
has with its organization and goals (Meyer and Allen, 1991). Affective commitment has been associated with extra-
role behaviors (e.g. Moorman et al., 1993), absenteeism (e.g. Gellatly, 1995), and turnover (e.g. Mathieu and Zajac, 
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1990; Somers, 1995). Numerous antecedents of organizational commitment have been suggested in the earlier 
studies (Mathieu and Zajac, 1990). For example, leadership (Williams and Hazer, 1986) and organizational culture 
(Trice and Beyer, 1993) were shown to have significant impact on organizational commitment (Lok and Crawford, 
1999, 2001). However, the influence of managerial credibility on employee’s commitment was not explored. 
Moreover, a number of researchers have reported that managerial success and subsequent organizational 
advancement is determined by how managers’ credibility is perceived by employees (Nesler et al., 1993). Thus, 
current study examines the relationship between managerial credibility and affective commitment in Consultant 
Engineering Firms. We will look for new bridges between managers’ credibility and employees’ commitment by 
answering this question: Does managers’ credibility advance followers’ affective commitment in Iranian 
organizations? The answer to these questions is the main objectives of current paper.  
 
2. Theoretical background and Hypothesis Development 
Organizational commitment refers to the employee’s attachment to the employing organization – namely, the 
commitment to the entire organization as the employee perceives it (Morrow, 1993) and the organization’s support 
for the employee (Zaitman-Speiser, 2005). Meyer and Allen (1991) defined three types of commitment as part of 
organizational commitment–affective commitment, continuance commitment and normative commitment. Since 
affective commitment is more likely to reflect primary feelings and attitudes toward the job and its components, it 
dominates the organizational commitment literature. Affective commitment is related to the employee’s sense of 
belonging, attachment and loyalty to the organization (Mueller et al., 1992). Porter et al (1974) characterize affective 
commitment by three factors (1) “belief in and acceptance of the organization’s goals and values, (2) a willingness to 
focus effort on helping the organization achieve its goals, and (3) a desire to maintain organizational membership”. 
Affective commitment develops when the employee becomes involved in, recognizes the value-relevance of, and/or 
derives his/her identity from the association with the organization. For example, employees tend to be affectively 
committed if they feel that the organization treats them in a fair, respectful and supporting manner (Rego and Cunha, 
2008). Weisner (2003), who examined affective commitment in the context of satisfaction at work, stresses and 
perceivable organizational support, found that both satisfaction at work and perceivable organizational support 
mediated all the relations found between stresses and affective commitment, except for perceivable stress. Wasti 
(2005) found that when examining the effects of and the relations between the three kinds of commitment, affective 
commitment is the most strongly related to positive work outcomes, especially when combined with low levels of 
continuance commitment. Meyer and Allen (1997) found a strong relation between leaving and performance and 
affective commitment, but a weak relation with regard to normative commitment, and practically no relation in the 
case of continuance commitment. In addition, perceived organizational support is most strongly correlated with 
affective commitment (Erickson and Roloff, 2007). Affective commitment is theorized to exist when individuals 
believe that their attachment to the organization will provide access to meaningful rewards that satisfy their needs 
(Mowday et al., 1979). Vuuren et al. (2007) investigated both direct and indirect relationships between manager 
communication and employees’ affective organizational commitment. They found that communication between 
manager and employee can influence affective commitment. Since a number of leadership styles are found to be 
positively related to organizational commitment (Yiing and Ahmad, 2009; Lok and Crawford, 2004; Kim, 2002), it 
is plausible to assume that managerial credibility (i.e. the degree to which followers perceive that the manager is 
honest, competent and able to inspire) will be the predictive variable of affective commitment. Politis (2005) showed 
that a self-management kind of leadership and the credibility of the leader encourages and facilitates the behavioral 
skills. Further, the management dimension of credibility affects the knowledge acquisition (Politis, 2005). Nesler et 
al. (1993) study indicated that credibility had a direct effect on power ratings. In addition, a significant interaction of 
objective power by credibility indicated that objective power had a moderating effect on the relationship between 
credibility and perceived power. Further, managerial success and subsequent organizational advancement is 
determined by how managers’ credibility is perceived by employees. Sahin’s (2011) study indicated the role of 
managerial capabilities such as managerial credibility in competitiveness of professional service firms. Lee (2011) in 
an investigation of desired leadership characteristics of South African managers showed that managers most highly 
ranked the three “credibility” characteristics (competence, honesty and inspiration) prevalent in comparative 
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worldwide studies. As mixed findings are observed in prior studies as described in the literature review, it is thus 
reasonable to predict that the credibility measured by Nesler et al.’s (1993) scale would provide an increase in the 
level of prediction of the affective commitment measure. Hence, research hypothesis is as following: 
H1. The credibility of management would be significantly associated with affective commitment of employees to 
the Consultant Engineering Firms.  
3. Research methodology 
Sample. The study focused in the Consultant Engineering Firms in Iran.  All respondents were full-time 
employees of the participating firms and volunteered to participate in the study. Respondents have known their 
immediate leader for at least twelve months. Questionnaires, written in Farsi, containing items measuring the above 
dimensions were distributed to 225 employees of the participating organizations. A total of 184 employees returned 
usable questionnaires. 
Procedures. Survey questionnaires were pre-tested, using a small number of respondents. As a consequence of 
the pre-testing, relatively minor modifications were made in the written instructions. The revised survey was then 
administered to the respondents in their natural work settings, during normal work hours. Written instructions, along 
with brief oral presentations, were given to assure the respondents of anonymity protection and to explain the 
purpose of the research. The participants were given the opportunity to ask questions and were encouraged to answer 
the survey honestly. 
Analytical procedure. To test the dimensionality of factors, a confirmatory factor analysis (CFA) was conducted. 
In estimating the goodness-of-fit indices (GFI) for measurement and structural models, χ2 (chi-square) test was used. 
In addition, the root mean square error of approximation (RMSEA) was used as an absolute fit index. The 
incremental fit index (IFI), the Tucker–Lewis index (TLI) and the comparative fit index (CFI) were used as 
incremental fit indices. For GFI, RFI, CFI and TLI, coefficients closer to unity indicate a good fit, with acceptable 
levels of fit being above 0.90 (Marshet al., 1988). For root mean square residual (RMR) and RMSEA, evidence of 
good fit is considered to be values less than 0.05; values from 0.05 to 0.10 are indicative of moderate fit and values 
greater than 0.10 are taken to be evidence of a poorly fitting model (Browne and Cudeck, 1993). Finally, a linear 
regression analysis was employed to test the research hypothesis.  
Independent variable- Management credibility. The measure of credibility was measured using five items from 
Nesleret al. (1993). Participants were asked to evaluate the managers’ credibility on a five-point response scale: 1 = 
agree; 5 = disagree. We conducted CFA of the managerial credibility items (i.e. 5 items) in order to check for 
construct independence. Based on the results of a CFA, the data supported the independence of credibility (five 
items, α =0.81). 
Dependant variable- Affective commitment. Affective commitment is measured with seven items from Meyer and 
Allen (1997).The Cronbach’s alpha for this measure was 0.76. The results of the CFA supported the independence of 
five factors. Participants were asked to assess their affective commitment on a five-point response scale: 1 =strongly 
agree; 5 = strongly disagree. Means, SDs, and factor loadings of management credibility and affective commitment 
are shown in Table 1. 
 
Table 1. Descriptive statistics   
Constructs and indicators Mean SD (σ) α Factor 
loadings 
t-value 
Employee perceptions of management credibility   0.81   
Credibility 1 3.22 1.253 0.256 1.595 
Credibility 2 2.56 1.125 0.786 1.645 
Credibility 3 2.98 1.111 0.869 1.632 
Credibility 4 2.88 0.888 0.865 1.645 
Credibility 5 3.56 0.647 0.128 - 
Employee affective commitment   0.76   
Affective Commitment 1 3.91 1.123 0.765 12.851 
Affective  Commitment 2 3.54 1.211 0.850 15.312 
Affective  Commitment 3 3.45 1.142 0.828 17.758 
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4. Data analysis and results 
Confirmatory factor analysis. Cronbach alpha of two main constructs employee perception of manager credibility 
and employee affective organizational commitment was at acceptable levels (α ≥ 0.69). Completely standardized 
solutions of the items loaded ≥ 0.50 on their factors, and thus suggestive of convergent validity (Table 1). The factor 
loadings of two items were below the reasonable threshold of 0.50; therefore, the two items designed for employee 
perception of manager credibility are relatively weak indicators of this factor and cannot capture the necessary 
variance. Table 2 demonstrates that both measurement models had excellent model fit. 
 
Table 2. CFA: model fit indices 
 χ2 d.f GFI CFI NFI IFI RMSEA RMR TLI 
Management credibility 7.986 4 0.976 0.969 0.976 0.926 0.067 0.025 0.901 
Affective commitment 19.221 10 0.968 0.982 0.991 0.932 0.056 0.036 0.927 
 
Hypothesis testing. To investigate the relationship between credibility and affective commitment, the data was 
subjected to regression and correlation analysis. The correlation value of 0.367 is significant at the 0.001 level, 
which supports the study hypothesis (management credibility is significantly associated with affective commitment). 
Further, the model is statistically significant; p < 0.001 and t-value is 4.847. In addition, the F-value is 16.385 and p-
value is 0.000 (β=0.085) (Table 3). 
 
5. Conclusion  
This study has examined the relationship between management credibility and affective commitment in 
Consultant Engineering Firms. Although replication of all research results is desirable, the current study seems to 
highlight that there is dimension of Nesler et al.’s (1993) managerial credibility that might influence the process of 
forming affective commitment among employees of Consultant Engineering Firms. The results of this study revealed 
that manager credibility affects employees’ affective commitment. This finding makes several important 
contributions to the literature on organizational commitment research and practice. For research, the results 
contribute important empirical evidence confirming the value of managerial credibility for organizational 
commitment. This study represents a small step towards filling the void in empirical data in organizational 
commitment. By doing so, it is now possible to empirically examine links between constructs such as organizational 
commitment, leadership types, organization types, and examine antecedents and consequences of organizational 
commitment behavior. These are all opportunities for future research. For practice, the findings suggest that the 
credibility of the leader encourages the behavioral skills and affective commitment that are essential to manager 
success. Therefore, the credibility and integrity of the leader has an important role in employees’ maintenance and 
organizational development if the enterprise is to take advantage of the available employees in impacting efficiency, 
effectiveness, productivity and competitive position. Organizations can only strive to provide the best environment 
for encouraging and fostering credibility. 
Affective  Commitment 4 3.52 1.147 0.894 16.758 
Affective  Commitment 5 3.46 1.256 0.859 - 
Affective  Commitment 6 3.64 1.321 0.779 18.247 
Affective  Commitment 7 3.36 1.211 0.850 14.124 
Table 3. Regression analysis  
 Mean square ra(AC) B Beta R2 Adjusted R2 t- value F Sig. 
Credibility 13.888 0.367* 0.465 0.094 0.077 0.081 4.847 16.385 0.000* 
Notes: * Significant at the 0.001level, p< 0.001; aAC, Affective Commitment 
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